of the degree to which the salesperson is compensated by commissions on sales, the degree to which the salesperson feels he or she has internal control over the events of his or her life, and the salesperson's intellectual ability. In addition to the Walker et al. (1977) propositions, the theoretical and empirical literature on employee motivation indicates several task and organizational variables may be important predictors of the motivation variables. A study was undertaken to test an expanded version of the Walker et al. (1977) model by examining the relationships between (1) the salesperson's individual characteristics and his or her perceptions of task, organizational, and environmental variables and (2) his or her perceptions of job-related expectancies and instrumentalities. All of the Walker et al. (1977) propositions about the prediction of the magnitude of the salesperson's expectancy estimates were tested. In addition, the proposition about the relationship between the salesperson's feelings of internal control and the magnitude of his or her instrumentality estimates was tested. However, all of the salespersons surveyed in the study were compensated via similar salary/commission compensation plans and no measures of intellectual ability were obtained. Consequently, the instrumentality propositions concerning these potential predictor variables were not tested. The omission of the "method of compensation" variable from the instrumentality model should not seriously affect the results. Because salespersons with similar salary/commission compensation plans were surveyed, this variable can be assumed to be held constant. However, the omission of the "intelligence" variable is a limitation of the study which may result in model specification error.
MODELS OF MOTIVA TIONA L ANTECEDENTS

Individual Characteristics
Four variables that have been linked theoretically and empirically to employee motivation are the employee's beliefs about locus of control, self-esteem, self-perceived ability, and tenure in the selling job.
The concept of locus of control is related to the degree to which the individual believes the events in his or her life are internally controlled (e.g., personally controlled) or externally controlled by forces over which he or she has no control (Rotter 1966 The self-esteem and self-perceived ability framework used in this study is based on research by Bagozzi (1978) in which self-esteem was dichotomized into generalized self-esteem and specific self-esteem. Generalized self-esteem was defined by Bagozzi (1978) as:
. global self-attributions of overall competence with everyday life situations and broad feelings of personal regard for the self.
Specific self-esteem was defined by Bagozzi (1978) as:
. .. particular self-attributions and self-regard with respect to actual performance on the job (e.g., perception of ability to achieve one's potential, self confidence in dealing with customers, and so on). 
Organizational Factors
Empirical evidence indicates the degree to which the supervisor initiates structure and provides consideration may be related to the employee's instrumentality perceptions. Initiation of structure refers to the degree to which the leader structures and defines his or her role and the role of subordinates in job-related activities such as specifying procedures and assigning tasks (Gibson, Ivancevich, and Donnelly 1973). Initiation of structure therefore involves activities that tend to be directive and task oriented. Consideration refers to the degree to which the leader develops a work climate of psychological support, mutual trust and respect, helpfulness, and friendliness (Gibson et al. 1973 ) and therefore is employee oriented. Evans (1970) found the leader's consideration and initiation of structure to be related positively to public utility workers' perceptions of path/goal instrumentalities. In research on personnel of a medical center, Sims et al. In addition to the empirical evidence linking supervisory behavior to employee motivation, these variables were selected because of their wide acceptance and usage as descriptions of leadership styles, and because reliable measures of the variables have been developed. In addition, evidence of discriminant validity between these supervisory variables and other variables in the model was desired. Available measures of consideration and initiation of structure had this evidence of discriminant validity. The hypotheses are: Hs: The degree to which the salesperson perceives that his or her supervisor provides consideration is related positively to the magnitude of the salesperson's (1) instrumentality estimates and (2) expectancy estimates. H6: The degree to which the salesperson perceives that his or her supervisor initiates structure is related positively to the magnitude of the salesperson's (1) instrumentality estimates and (2) expectancy estimates.
Lawler (1969) hypothesized that jobs which provide feedback to the employee and allow him or her to participate in decision making processes will tend to be intrinsically motivating because these communication factors will indicate to the employee that good performance will lead to feelings of higher order need fulfillment. This hypothesis suggests the effect on motivation would be the result of an effect on the employee's instrumentality perceptions. Porter et al. (1975) hypothesized the highest performance and satisfaction levels will be produced in congruent situations. These situations are characterized by a combination of (1) organic organizational design, i.e., an organization characterized by low centralization, stratification, and formalization, (2) complex tasks, and (3) high growth need individuals; or by a combination of (1) mechanistic organizational design, i.e., an organization characterized by high centralization, stratification, and formali7ation, (2) simple tasks, and 
Measurement Refinement
The two expectancy measures were highly correlated (r > .80); consequently, they were combined by summation to form one expectancy measure. Item analysis procedures in which the individual items were correlated with the total construct score resulted in a seven-item scale.
The results of research on motivation suggest that motivation has intrinsic and extrinsic dimensions (Deci 1971 (Deci , 1972 James et al. 1977; Lawler and Suttle 1973) . In addition, studies that have separated second level outcomes into intrinsic (self or task mediated) and extrinsic (externally mediated) dimensions have indicated that models using intrinsic second level outcomes are more strongly related to job satisfaction and performance than models using extrinsic second level outcomes (Ewen et al. 1966; Graen 1969; Mitchell and Albright 1972; Wernimont 1966 ). Because of this evidence of the multidimensional nature of the instrumentality construct, factor analysis was performed on the instrumentality items. This portion of the research, however, should be considered exploratory and caution is necessary in interpreting the factors. The reason for caution is that factor analysis performed on a group of items in the early stages of scale development tends to produce an excessive number of dimensions because of the inclusion of items that do not have a "common core" (Churchill 1979 ).
The factor analysis, in which varimax rotation procedures were used, resulted in five factors with eigenvalues greater than one. An eigenvalue of one was used as a cutoff point because no a priori hypotheses about the expected number of factors could be developed on the basis of the theoretical or empirical literature. The first factor accounted for 40.0% of the total variance and the second, third, fourth, and fifth factors accounted for 14.5%, 11.9%, 7.8%, and 7.4% of the total variance, respectively. These five factors accounted for more than 80% of the total variance and were relatively easy to interpret. Procedures for interpreting the factors and for retaining items for summated scales to represent the instrumentality dimensions consisted of retaining only those items which had a loading of at least .40 on one factor and low loadings on all other factors. The resulting instrumentality variables were named self-fulfillment, company relationships, customer relationships, direct performance recognition, and job status and were formed via unweighted summation of the items selected for each factor. The instrumentality variables were formed in this manner, rather than by use of factor scores, because unweighted summation corresponds more closely to the a priori hypotheses which specify the prediction of average instrumentalities. A sixth instrumentality variable, global instrumentality, was formed by summing the scores of the five instrumentality component scores.
Unmodified versions of the Jackson (1976) Generalized Self-Esteem and the Valecha (1975) Internal/External Orientation scales were used to measure generalized self-esteem and internal/external control orientation. Consequently, only alpha coefficients were calculated for these variables. The Bagozzi (1978) Specific Self-Esteem measure is a new scale, however, and therefore item analysis was used to purify the scale. The procedure, which consisted of correlating each individual item score with the summated self-esteem score, resulted in the elimination of one item.
Although the measures for the task and organizational variables were developed in previous research and have been shown to have considerable validity and reliability, many of the scale items were modified and new items were added. In addition, the items for the constraint variable were developed from the Walker et al. (1977) discussion of performance constraints. Consequently the a priori specification of these measures was tested by factor analyzing, using varimax rotation, the initial items comprising the variables.
The results offer strong support for the a priori specified explanatory variables-consideration, initiation of structure, participation, feedback from the company, and constraints. These five variables were retained as specified except for the dropping of some of the items because of low factor loadings. The remaining variables were redefined on the basis of the factor analysis. The revised variables were named and defined as follows.
1. Task significance and autonomy. The degree to which the salesperson perceives the job to affect many people, to be significant, and to provide independence from supervision. 2. Task variety and completeness. The degree to which the salesperson perceives the job to require a variety of skills and talents, to require the salesperson to be involved in the entire selling process, and to provide direct performance feedback. 3. Task complexity. The degree to which the job requires the salesperson to use a number of complex or sophisticated skills.
Because the revised variables consisted primarily of the core task items, the original hypotheses about the core task variables were retained. The internal consistency of all the variables except global instrumentality, experience, and job complexity was analyzed by calculating alpha coefficients. Because the global instrumentality measure consisted of the summation of the separate construct scores, procedures outlined by Nunnally (1967) for testing reliability of linear combinations were used to examine the reliability of the global instrumentality variable. No assessment of the reliability of the job complexity variable could be made because it consisted of only one item. Calculating alpha coefficients after factor analysis tends to bias upwardly the estimates of the reliability coefficients because the same data are used in both procedures. However, as the reliability coefficients (Appendix Table 6 ) range between .50 and .98, the variables were considered to be appropriate for further analysis.
ANAL YSIS METHOD
Least squares multiple regression analysis was used to test the hypotheses. The issue of possible interaction effects was examined by creating interaction terms consisting of the cross-products of selected predictor variables, and using hierarchical multiple regression analysis to determine whether the set of interaction terms significantly increased the explained variance of the dependent variable beyond that explained by the original set of predictor variables.
The expectancy equations are: 
RESULTS
Multicollinearity
Procedures recommended by Johnston (1972) and Farrar and Glauber (1967) were used to examine the level of multicollinearity among the predictor variables by regressing each explanatory variable on the remaining explanatory variables specified in the models. The results of these procedures, presented in Table 1 , indicate some multicollinearity is present. Green and Tull (1978, p. 335) recommend cross-validation as the ". .. safest procedure for coping with a variety of problems in multiple regression, including multicollinearity . . .." The following cross-validation procedures were used in this study.
As recommended by Green and Tull (1978), a holdout
random sample of 30% of the observations was set aside. 2. Regression analysis was applied to equations 2 and 4 with the remaining 70% of the observations. This procedure was used to examine the stability of the partial regression coefficients. Severe instability is indicative of multicollinearity problems. The crossproduct terms, which were included in the study for exploratory purposes, were excluded from this analysis because they are inherently multicollinear with their component part variables and therefore they inflate the instability of the partial regression coefficients. 3. The regression coefficients computed in step 2 were used to estimate the respective dependent variables for the holdout sample. The simple coefficients of determination between the actual and predicted values of the dependent variables were compared with the respective coefficients of determination obtained in the original estimates to determine the degree of shrinkage of explained variance. The results of these procedures indicate stability for the estimates with the exception of the internal/external orientation (IE) variable. Table 2 reports the results of the expectancy estimate which explain approximately 50% of the variance of the expectancy variable. The results of the hierarchical F-test indicate the interaction terms did not contribute significantly to the explained variance of the expectancy variable. Consequently, it is appropriate to interpret the coefficients estimated in equation 2. The findings indicate specific self-esteem, participation, task variety and completeness, and task complexity are related positively to the salesperson's expectancy estimates, and that the salesperson's perceptions of 'To examine the potential effects of this instability, regression equations which excluded the (IE) variable were estimated. These estimates did not alter the statistical significance of the remaining predictor variables. The inclusion of (IE) in the models therefore did not change the results with respect to the remaining variables. However, because of the instability, caution is necessary in interpreting the results with respect to (IE). selling constraints are related negatively to his or her expectancy estimates. Caution is warranted, however, about specific self-esteem. As measured in this study, specific self-esteem can be expected to be related strongly to the salesperson's performance the previous year. For example, several of the items used in the scale pertain to relatively short-term performance criteria. Consequently, the measure can be assumed to be a partial function of prior performance. Because prior performance can be assumed to be a function of motivation, some question remains about the precise causal direction between self-esteem and expectancy. In future studies, alternative operational definitions of specific self-esteem should be examined. One such operationalization might be based on the degree to which the salesperson perceives that his or her unique talents and abilities are congruent with the selling job requirements.
Expectancy Estimate
Contrary to the a priori expectations, global self-esteem, job experience, internal/external orientation, consideration, initiation of structure, performance feedback, and job significance and autonomy are not found to be statistically significant predictors of the expectancy variable. Consideration is found to be related positively to the salesperson's global instrumentality estimate. The results for the instrumentality components indicate salespersons who have considerate supervisors are more likely to believe that good performance will result in direct performance rewards such as increased pay, increased opportunity for influencing the supervisor's decisions, and performance recognition from the supervisor and company management.
Contrary to the a priori expectations, initiation of structure is not a significant predictor variable in the global instrumentality equation. Examination of the estimates of the instrumentality components indicates this insignificant result may be due to the fact that initiation of structure has both positive and negative motivational consequences. First, the results indicate initiation of structure is related negatively to self-fulfillment instrumentality. Because the variable was hypothesized to be related positively to the salesperson's instrumentality estimates, it is a statistically insignificant predictor variable. However, the strong negative relationship suggests future studies should address the issue of possible mixed effects of the initiation of structure on salesforce motivation. For example, the supervisor's initiation of structure may cause the salesperson to feel that he or she is not in total control of the job or is not uniquely responsible for performance results. Consequently, the salesperson may feel that good performance would not tend to produce feelings of self-fulfillment, but rather feelings that he or she could follow instructions. Second, initiation of structure is found to be related positively to company and customer relationships instrumentalities. One possible explanation for this result may be the effect of the supervisor's initiation of structure on the salesperson's role perceptions. Because the salesperson functions as an interorganizational boundary spanner, he or she is particularly vulnerable to problems of role ambiguity and role conflict (Walker, Churchill, and Ford 1975) . The salesperson may perceive these problems as potentially detrimental to customer and company relationships because he or she may be forced to make behavioral choices that could damage these relationships. Variables which have been found to be related negatively to nonselling employees' perceptions of role conflict and role ambiguity are structure-oriented variables such as "formalized leadership practices" (House and Rizzo 1972) and the degree to which supervisors emphasize production, provide standards, and provide structure (Rizzo, House, and Lirtzman 1970) . Perhaps the supervisor's initiation of structure is related similarly to the salesperson's role perceptions.
Participation is found to be related positively to the salesperson's global, self-fulfillment, company relationships, direct performance recognition, and job status instrumentality estimates. These findings indicate that when salespersons are allowed to participate in decisions they perceive that a potential is created for higher order need fulfillment, improved company relationships, increased performance recognition, and increased job status, and that good performance makes possible the realization of this potential.
Company feedback is not a statistically significant predictor of the salesperson's global instrumentality perceptions. One potential cause of this lack of significance is indicated by the result of the analysis of the instrumentality components. First, although the one-tail test indicates the feedback variable is not a statistically significant predictor of customer relationships instrumentality, the results indicate there may be a negative relationship between the variables. Second the feedback variable is found to be related positively to job status instrumentality. A possible explanation for these findings is that performance feedback can be both positive and negative. For example, comparatively poor performers, who tend to receive comparatively more negative feedback, may perceive better performance as resulting in poorer customer relationships because they may believe increased sales can be achieved only by using high-pressure selling tactics. The positive relationship between feedback and job status instrumentality may be indicating that feedback, both positive and negative, conveys a message that sales performance is monitored and is important. Consequently, the salesperson can be expected to perceive that job status will improve if he or she exceeds performance expectations. and autonomy are significantly positively related to his or her global, self-fulfillment, customer relationships, and direct performance recognition instrumentality estimates. These findings suggest salespersons who perceive their jobs to be important and who perceive they have independence and freedom believe job performance is intrinsically rewarding. In addition, these same salespersons, because they perceive they are performing important functions for their customers and believe they have control over the way these functions are performed, apparently feel good performance will lead to direct rewards from the company as well as to good customer relationships. Perceived task variety and completeness is significantly positively related to the global instrumentality variable. In addition, task variety and completeness is found to be related positively to self-fulfillment, company relationships, customer relationships, and direct performance recognition instrumentalities. Apparently the salespersons who believe their jobs require a variety of skills and allow the salesperson to be involved in the entire selling job are more likely to believe good job performance will result in feelings of self-fulfillment. In addition, the salespersons who perceive that their jobs have these characteristics believe good selling performance is compatible with good company and customer relations and is more likely to result in direct performance recognition by the company. These fmidings may be indicating that salespersons who perceive their jobs as being characterized by variety and completeness feel they have greater ability to ensure that the methods used in achieving increased sales are compatible with customer expectations and feel that they are more identifiable as an important cause of increased sales.
The results suggest the degree to which the salesperson perceives his or her job to be characterized by task complexity is related positively to his or her global instrumentality estimates. The analysis of the instrumentality components indicates this result is due primarily to significant relationships between the task complexity variable and the company relationships and job status instrumentality variables. Perhaps some of the task complexity involves the coordination of multiple departments in the producer's organization, and effective coordination of these departments results in improved company relationships. In addition, the salespersons surveyed apparently believed that good performance on a complex job tends to result in increased job status.
The statistical significance of the hierarchical F-test for the interaction terms indicates future research is warranted in this area. On the basis of the signs of the interaction terms, the following propositions can be offered as possible hypotheses for testing in future research.
1. The significant initiation of structure/task complexity interaction term suggests the degree of task complexity may moderate the effect of initiation of structure. The positive sign suggests that as perceived task complexity increases, structure provided by the sales supervisor has an increasingly positive effect on the salesperson's instrumentality perceptions. 2. The negative sign on the significant participation/task complexity interaction term indicates increased perceived task complexity reduces the positive effect of participation on the salesperson's instrumentality perceptions.
CONCL USIONS A ND IMPLICA TIONS The managerial and research implications of this preliminary study must be examined with caution. First, the organizational, task, and constraint variables consist of measures of the salesperson's subjective beliefs. These subjective beliefs may differ from objective reality; consequently, managerial efforts to change these factors may not result in changes in the salesperson's beliefs. The managerial implications of the findings therefore are limited to the degree that the linkage between objective reality and subjective beliefs is uncertain. Second, only a limited sample of industrial salespersons was examined and some of the findings may be unique to the sample. Third, some of the explanatory variables were redefined and the dimensions of the instrumentality variable were examined via factor analysis. The results of these procedures may be unique to the sample. Although tempered by these limitations, the findings suggest several managerial and research implications that deserve attention in future studies.
The salesperson's job specific self-esteem and internal control orientation are found to be related positively to the salesperson's expectancy and instrumentality perceptions, respectively. Management efforts to increase the salesperson's self-perceived ability through such activities as sales training programs and their efforts to recruit internal-control-oriented individuals are justified by these results.
Supervisory styles characterized by consideration can be expected to be related positively to the salesperson's beliefs that good performance will be rewarded. However, the initiation of structure may have a mixed relationship with the salesperson's perceptions of performance reward linkages. The salesperson's perceptions of the supervisor's initiation of structure are related negatively to his or her self-fulfillment instrumentality estimates and related positively to his or her customer relationships instrumentality estimates. The motivational impact of initiation of structure therefore may be contingent on other factors such as the salesperson's valences for alternative rewards.
Allowing the salesperson to participate in decision making appears to have strong motivational potential. Participation is likely to have a positive relationship with the salesperson's belief that increased effort will result in improved performance and that performance will result in improved company relationships, increased direct recognition of performance, and enhanced job status. Caution is necessary in interpreting the results pertaining to the motivational implications of performance feedback. However, the conclusion can be made that the relationship is probably a complicated one. In addition, the findings indicate the type of feedback needs to be examined as well as the quantity because of the likelihood that the motivational implications of positive and negative performance feedback are different.
Sales managers may be able to increase the salesperson's motivation through efforts directed toward increasing the salesperson's beliefs that his or her job is significant and by providing the salesperson with autonomy. These factors appear to have this motivational potential because of a relationship with the salesperson's perceptions of self-fulfillment, company relationships, customer relationships, and performance recognition instrumentalities. Designing the salesperson's job so that it requires a variety of activities and allows him or her to be involved in the total marketing function of serving customers appears to have strong motivational potential. This form of job enrichment can be expected to increase the salesperson's beliefs that he or she can increase productivity by increasing effort. In addition, salespersons who perceive their jobs to be characterized by variety and completeness can be expected to believe that improved performance will result in enhanced feelings of self-fulfillment, better company and customer relations, and greater performance recognition.
Caution is necessary in interpreting the results with respect to task complexity because the variable was measured with only one item and consequently has questionable measurement reliability. However, evidence is found that enriching the salesperson's job so that he or she can use several sophisticated skills can increase motivation via an impact on both expectancy and instrumentality perceptions.
Salespersons' perceptions of constraints appear to be an important motivational factor via a relationship with expectancy perceptions. Clearly, sales managers cannot remove many perceived selling constraints. However, in certain instances the salespersons are unaware of company activities that are designed to reduce selling constraints-for example, lobbying, marketing research, sales promotion, and advertising. Keeping the salesforce informed of these activities may have important motivational implications. In addition, providing salespersons with accurate information about potential selling constraints can be expected to reduce the likelihood of salespersons mistakenly perceiving constraints that do not exist.
The exploratory examination of possible interaction effects among the variables indicates some future research should be focused on this issue. The results of the estimate indicate the motivational impact of the initiation of structure may be greater if the salesperson perceives his or her job to be characterized by complexity. On the other hand, the results indicate the positive effect of salesforce participation on the salesperson's instrumentality perceptions may be reduced if the salesperson perceives the job to be complex.
The results of the study suggest several areas for future research. First, the motivational effects of feedback need to be studied in terms of both positive and negative feedback. Second, additional research is needed to examine the stability of the factor structures found for the explanatory variables and for the instrumentality components. 
